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Consumer Attitudes and Instalment Credit 
George Katona 
raise our sights only when are confident; saturation attitude. 


Industrial Relations Systems 

John Dunlop 

systematic and theoretical discipline industrial relations systems 
still established. 


The International Dollar Problem 
the closing the postwar dollar gap imminent? 
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Are Unions Coming Age? 
James Healy 
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The American labor movement indispensable partner our society. 


Businessmen Foreign Policy 

David Mclellan and Charles Woodhouse 

The Southwestern Social Science Quarterly 

What difference has the utilization the talents businessmen made 
the conduct public affairs? 
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Interview with Edmond Leavey 
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The superiority “American know-how” can longer taken for granted. 
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Line vs. Staff Conflict Still Rages But Management Can Apply Remedies 
Eileen Goodman 

Canadian Business 

The best solution better understanding the basic role each. 


Management’s International Mission 

Petersen 

The Analysts Journal 

Our government depends upon the contributions American management 
for the realization its peaceful policies. 


Management Must Manage the Informal Groups Too 

John Doutt 

Advanced Management 

the group does accept reject ideas, then becomes focal point the 
management approach. 


Merger: Watch the Pitfalls 

Lauren Hitchcock 

Chemical and Engineering News 

Few are the companies today not looking for merger situations. 


Meetings Heaven 

Roy Pearson 

Think 

are killing the minds our best executives multitude meetings. 


the Meaning Executive Qualities 

Perrin Stryker 

Fortune 

common definitions personality traits exist. 


Sears, Roebuck’s Mexican Revolution 

Daniel James 

Harper’s Magazine 

The social by-products are more significant than anything accomplished 
any big-name official mission. 


States Step Drive Lure Industry 
Steel 
States are all-out campaign attract industry. 


Top Management Looks Advertising 

King Wilkin 

Western Advertising 

Advertising business specialty and people top management are not 
specialists. 
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CONSUMER ATTITUDES AND INSTALMENT CREDIT George Katona* 


In: National Instalment Credit Conference (141 pp.) 
New York: Instalment Credit Commission, The American Bankers 
Association, 1959. pp. 37-43. 


order understand the function instalment credit 
today’s American society, necessary study instalment buying 
broad perspective. What are the major factors which have 
characterized the American economy during the past years? These 
were prosperous years even though occasionally interrupted re- 
cessions. 

The first major optimistic attitude the widespread belief 
most Americans that severe depressions are not any longer inevitable. 
They are convinced that the great depression the thirties and 
years stagnation with high levels unemployment cannot occur 
again. The second, confidence and optimism regarding personal 
financial prospects. Most families accumulated some liquid assets 
during World War II, and after the war they became accustomed 
steady increases incomes. Finally, confidence personal financial 
progress and trust that there will depression have made for 
concern with the good things life. Striving for higher living 
standards expressed desires for better housing, better transporta- 
tion, more comfort housekeeping, and for variety cherished 
leisure-time activities which cost great deal money. Young 
Americans have decided have variety expensive durable goods 
the same time. 

Two major questions arise. First, how was possible for millions 
and millions families have accomplished all this? And secondly, 


having accomplished much, have the American families become 
saturated? 


*Program Director, Survey Research Center, University Michigan. 
the Conrad Hilton Hotel, Chicago, March 10, 11, 1959. 


the first question, seems that not only expenditures 
depend income, but income also depends consumer needs. 
Needing and wanting expensive things, people have worked hard 
for higher incomes. 

More importantly, instalment credit has helped. 
people, despite some misgivings, consider buying instalment the 
only way buy many things, They like use the goods while they 
are paying for them. 

the fifties when income went up, and even earlier, when in- 
come was expected up, people hastened acquire goods which 
made for better living standard. Some people say this process 
cannot on. They say that the American people have overbought 
and are overburdened. Being saturated, they will interested 
saving rather than spending and the economic climate during the 
next years will differ from that the past years. But the more 
achieve, the more want. Levels aspiration rise with ac- 
complishment. 

Studies carried out the spring 1958, during the worst 
months the recession, indicated that there was depletion 
consumer wants. was not needs and desires that diminished. 
was the transformation needs into demand. People became worried 
about their jobs, their incomes, their prospects, and people were dis- 
satisfied with prices. 

How can account for the sharp decline the purchase 
durables? raise our sights only when are confident and op- 
timistic. When are pessimistic, insecure, doubtful about the 
future, lower our sights. Saturation attitude. 

1957 and 1958, optimistic views and feelings gave way 
notion uncertainty and caution. People became convinced that 
times were not good for buying automobiles and durable goods. But 
instalment credit cannot blamed for the recession; and the previous 
large-scale purchases made possible instalment credit 
wise not responsible for the downturn. Instalment credit represents 
necessary method for satisfying needs but not the motor re- 
sponsible for expansion contraction purchases. The motor 
found people’s willingness buy, their willingness 
transfer their desires into demand. 

The news that the recession was over was coupled with disap- 
Most Americans believe that recession 
cannot together. They expected that for the bad times, and un- 
employment, they would compensated the end inflation, 
and good opportunities buy. 

But, the fall 1958 people were told that the recession was 
over, and prices did not down. People feel that inflation bad; 
that detracts from one’s standard living. Inflationary expecta- 
tions detract from people’s willingness buy. High prices detract 
from optimistic attitudes. 


There another factor. The recession left deep scars. Not less 
than per cent American families reply that they have been 
hurt the recession 1958. This means that the possibility 
temporary income setback acknowledged and must taken into 
account. Therefore, now have caution and hesitation, detracting 
from the optimistic views. 

does not appear that for consumer durables 1959 will 
good year. But, view the longer-range prospects with optimism, 
both because consumers’ ability buy, and their underlying at- 
titudes. 


INDUSTRIAL RELATIONS SYSTEMS John Dunlop* 
New York: Henry Holt and Company, 1959. 389 pp. 


While writings industrial relations back the beginning 
the industrial process, systematic and theoretical discipline still 
established. The literature industrial relations has recently 
begun use the term industrial-relations system 
viewed analytical subsystem industrial society with rela- 
tionships and boundary lines between and society whole muc 
the same way economic system can regarded subsystem 
the more general total social system. the study such systems that 
will provide the necessary disciplines establish theoretical core 
for industrial relations. 

industrial-relations system any one time its development 
comprised of, and can analyzed focusing on, certain actors, 
certain environments, ideology and body rules. The actors 
are: hierarchy managers and supervisors, hierarchy workers 
(nonmanagerial) and their spokesmen, and specialized governmental 
agencies. These actors interact environment determined the 

larger society and its other subsystems. The significant aspects this 
environment are: the technological characteristics the work place, 
the market budgetary constraints, and the locus and distribution 
power the larger society. 
The actors given contexts establish rules for the work place, con- 
sisting procedures for establishing rules, the substantive rules, and 
procedures for deciding their application particular situations. The 
establishment the web rules the center attention 
industrial-relations system. further element required complete 
the analytical framework: body common ideas 
that helps integrate the system establishing acceptable role 
for each actor. 
The web rules can expected change with variations the 
three features the environment. Seven such characteristics the 
technical environment which will affect the web rules are: (1) 
variable work place would require range rules not normally 


*Professor Economics, Harvard University. 


involved special supervision and methods compensation, rights 
free transportation and, times, lodging. (2) The web rules 
likely develop provisions reflecting the special relation work place 
residence when workers are periodically away from their normal 
residence: for example, maritime contracts have spelled out how often 
new bar soap should furnished. (3) variable work force 
operation raises such questions who decide which workers shall 
hired fired and what sequence? (4) The larger the number 
workers and managers the work place, general, the greater the 
formalization rules necessary. 


The second group features the technical environment refers 
the nature the services performed. (5) The job content (manual, 
clerical professional) defines the strategic position group the 
production process. (6) some work places, the operations are paced 
the workers, others the machines, still others the center 
attention may the customers. (7) considerable web rules 
relates the hours operation the work place for example, 
coal mines, portal-to-portal rules concern where the working day begins. 


establishing rules for the work place the actors also confront 
given product-market budgetary constraints and labor-market char- 
acteristics: (1) system with highly competitive product markets, 
the discretion setting most rules very narrow. (2) When the 
formal organizations for rule setting are narrower scope than the 
group enterprises which make the principal product-market 
competition, frequently the case the United States with 
collective bargaining the plant and firm level, the industrial-relations 
systems tend broader than the enterprise, and wage industrial- 
relations leadership tends develop. (3) Diverse market budgetary 
conditions exert dispersive effect upon centrally determined wage 
structures. (4) The larger the enterprise the more likely that public- 
relations and governmental considerations play role the relation- 
ships between workers and managers. (5) Systems which are expand- 
ing contracting often confront specialized problems: the former 
must balance the immediate needs expansion against rules which 
are likely persist; the latter must develop rules severance pay 
and shutting-down procedures. (6) Racial and nationalistic character- 
istics the work force complicate the substance rule-making. 
(7) The stringency the labor market for the relevant skills has 
impact wage rates and fringe benefits. (8) high ratio 
labor costs total costs constricts the capacity determine rules 
the work place; low ratio creates wide range discretion. 


The third analytical dimension the environment the locus 
and distribution power the larger society. Changes the power 
context and the status the actors tend have significant conse- 
quences for the rules established the work place. The power context 
particularly significant national industrial-relations systems and 


those rules which ordinarily define countrywide basis the formal 
relations among managers, workers and government agencies: lockout 
and the right strike, the procedures for settling disputes, the status 
rival organizations workers and managers, and the relation be- 
tween the organizations the parties and their members. 


The comparisons industrial-relations practices among countries 
have left exaggerated impression the differences because the 
concentration the power context. The comparisons not reflect 
the impact similar technical and market budgetary contexts 
the web rules. The dominant influence these constraints across 
countries can seen the consistent rules for measurement the 
working day bituminous coal mining. Since underground miners 
may have long distance travel from the entrance the mine 
their actual place work, problem arises each the eight coal- 
mining countries studied the precise measurement the work 
day. The similar rules developed meet this common problem can 
seen the following excerpts: United work shall begin 
the portal and end the portal; the hours work 
shall counted from the time the cage starts down until the time 
starts upward; Poland hours work shall calculated from 
the time which they enter the cage the surface until the time 
which they leave the cage the surface. Analogous rules defining the 
measurement the working day exist France, Australia, New 
Zealand, Great Britain and Italy. 


The logic the present analysis that comparison complex 
rules the work place among national systems will show both the 
influence the common technological and market contexts and the 
distinctive contribution the power contexts and the status the 
actors. The latter can explored, for example, examining the 
group rules concerning the definition jurisdiction and jurisdic- 
tional disputes the building industry the United States. Though 
such disputes are not unknown other countries, country 
they have the significance volume that they have the United 
States. Why? theoretical framework industrial relations should 
directly applicable such question. The following points high- 
light the distinctive features the national industrial-relations system 
which largely account for this observed feature: (1) The strength 
the local union and the direct line union authority from the national 
union the work site, distinctive feature United States national 
system, makes “professionals” available job sites draw fine lines 
jurisdiction. (2) The relative absence the United States religious, 
nationality, and ideological organizations workers contributes 
much higher degree craft solidarity and unity the job site. 
(3) The larger construction market and the greater degrees and types 
specialization contribute the intensity competition and turn 
create jurisdictional disputes. (4) The historical perspective (the 
struggle between the Knights Labor and the national unions) re- 
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vealed the unhappy consequences interunion conflict, and exclusive 
jurisdiction was thus developed constitutional principle. The 
rules defining jurisdiction are significant indicators distinctive char- 
acteristics the national system. 

The events history shape industrial-relations system im- 
portant ways. Two countries with similar resources and even similar 
cultural backgrounds and similar stages economic development, 
but starting industrialize different historical periods, may 
expected develop quite different industrial-relations systems. There 
are least four ways which the formation industrial-relations 
system today may different from that earlier generation: the 
Communist influence, the normative standards for labor-management- 
government relations symbolized the International Labor Organiza- 
tion, the larger role governments, and the emergence professional 
management. The sequence major structural changes country 
also significant: there are likely more significant differences 
the status the actors, if, for example, the political status workers 
and their organizations already established when industrialization 
first appears than this recognition becomes major objective labor 
organizations. 

The process economic development also molds the emerging 
system. the course industrialization all the actors the emerg- 
ing system gradually undergo changes that affect their status and rela- 
tions within the system: for instance, individual workers who are not 
committed the outset industrial and urban life tend become 
more stable work force, and workers’ organizations, first weak, 
tend organize larger proportion the industrial work force. 

final decisive influence the broad strategy the elite directing 
the industrializing program. While the end result industrialization 
each case, the policies, methods and rates change vary with the 
leaders: Dynastic-feudal elite who are oriented the past, Middle- 
class elite who cherish free private initiative and individual incentives, 
and Revolutionary-intellectual elite who, while sweeping away the old 
order, are self-appointed push industrialization the fastest pos- 
sible pace. While each elite leaves its distinctive imprint the com- 
plex rules the work place, the general process economic develop- 
ment has common discernible consequences: for example compen- 
sation arrangements, the proportion total compensation paid kind 
declines; the number components compensation tends expand; 
and explicit wage-rate structure exterior enterprise created. 


Comment Robert Livernash, Associate Professor Business Adminis- 
tration. 


Professor Dunlop’s Industrial Relations Systems should prove 
useful and interesting both students and participants labor 
relations. The “web definition labor relations and the 
associated analytical framework are conducive greater insight both 


into the particular detailed characteristics given labor relations 
system and also into the general comparative differences between 
and among systems. Also the delightful and penetrating analysis 
Yugoslavia itself decidedly notable contribution. 

There have been many studies labor relations particular 
industries and various countries. While these studies describe, com- 
pare, and analyze, and doing give the accumulated knowl- 
edge now available the field, they lack general theoretical 
framework. Dunlop presents such framework. relates the web 
rules analytically three fundamental aspects the environment, 
the technology the work place (technology carries broad con- 
notation), market budgetary restraints and characteristics, and “the 
locus and distribution power the broader society” including its 
ideological characteristics. 

Scholars will doubt react variously, depending upon their 
backgrounds and interests, Dunlop’s definition labor relations 
and his analytical framework. Differences disciplinary back- 
ground and interest will continue create differences research 
objectives and approaches. the same time, there appears 
sufficient significance and meaning broad environmental 
analysis warrant the belief that will assist substantially in- 
tegrating labor relations research. 

Labor relations and personnel executives can find Dunlop’s 
approach challenge understand and explain more adequately 
their own labor relations experience. Both similarities and differences 
among companies industry and among industries can given 
new dimensions penetrating relationships environmental charac- 
teristics. For example, differences among labor contracts can 
seen something more than “peculiarities” particular industries. 
most importance, however, the broad challenge give meaning 
differences and similarities among labor relations systems various 
countries. Yugoslovia, for example, presents for reflection social 
organization vastly different from our own. Historical and compara- 
tive analysis can give greater insight into labor relations our 
own country, and, least some degree, into the social implications 
world-wide industrialization. 


THE INTERNATIONAL DOLLAR PROBLEM 


New York: Devine Institute Finance, Graduate School 
Business Administration, New York University, 1959. pp. 


The large increase gold and dollar holdings foreign countries 
1958 and the moves toward convertibility taken Western 
European nations have aroused considerable discussion the position 
the dollar. these developments indicate the imminent closing 
the postwar dollar gap and the ending exchange controls and 


restrictions imports United States goods? answer this question 
requires analysis the factors that have influenced the United 
States balance payments during the postwar years and those likely 
operating the period ahead. 

result the wartime destruction, the demand for United 
States goods and services during the first few postwar years far 
outstripped sales this country: the period 1946-1949, U.S. exports 
averaged $13.3 billion annually; the other hand, imports were only 
$6.4 billion annually. The deficit foreign countries trade with 
the United States was financed mainly United States Government 
grants and credits. The widespread devaluations 1949 (most the 
leading nations abroad found necessary devalue their currencies 
per cent 1949) were followed marked improvement 
the dollar position foreign nations, but the sharp increase United 
States exports resulting from the Korean conflict again widened the 
dollar gap. With the subsidizing the Korean boom and the rapid 
growth United States military expenditures abroad, the strengthen- 
ing the dollar position countries abroad was resumed. 1953 
the United States surplus current account was virtually eliminated. 

Since then this improvement has continued almost without in- 
terruption. each year except 1957 foreign nations were able add 
substantially their gold and dollar reserves result transactions 
with this country. This trend occurred the face expansion 
United States merchandise exports considerably more rapid than 
growth imports. This factor was offset, however, large military 
outlays and the record outflow private capital recent years. 

1958 there was marked change the picture, due primarily 
decline percent United States exports against drop 
imports only per cent. The small impact the United States 
recession foreign countries reflected partly the continued high level 
personal spending here, the increased imports foodstuffs and 
manufactured goods, and substantial United States private invest- 
ments abroad. The curtailed foreign demand for United States goods 
resulted from anti-inflationary measures nations abroad, the reces- 
sion Western Europe, exchange restrictions imposed non- 
industrial countries suffering from the decline world commodity 
prices, elimination some the temporary factors that inflated 
exports 1957, and the increased ability foreign manufacturers 
compete with American goods foreign markets. The large ex- 
pansion Western Europe’s reserves culminated the establishment 
nonresident convertibility the leading currencies received 
current transactions. Many the underdeveloped countries, however, 
continued lose reserves. 

The world dollar problem during the coming years will depend 
mainly the trend United States foreign trade and investments 
which, turn, will influenced the rate economic expansion 
abroad and the relative domestic and foreign price The dollars 
received foreign countries through the sale merchandise will 


probably continue augmented substantial United States 
Government credits and military outlays. United States private direct 
investments abroad (from $11.9 billion the end 1950 $25.3 
billion 1957) will also major source dollar exchange and 
will supplemented foreigners’ sales dollar bonds the United 
States capital market. 

The recurring dollar shortage many nations during the past 
decade has times given rise proposals that concerted measures 
must taken increase international liquidity. The case for increased 
international liquidity based largely the claim that the size 
the existing gold and dollar reserves inadequate handle the 
present volume foreign trade and the expansion expected 
the future. view the improved position the leading trading 
countries, this concern appears have little basis, particularly view 
the proposed expansion the resources the International 
Monetary Fund (with the proposed 50% increase the Fund’s re- 
sources will play very important role providing assistance 
countries with temporary balance-of-payments difficulties and 
promoting exchange stability). the same token, not likely that 
the near future will witness continued large outflow United States 
gold such took place 1958 when the monetary gold stock was 
diminished $20.5 billion single year. Nevertheless, the higher 
level prices American farm commodities well some 
manufactured goods, compared with foreign prices, will make 
increasingly difficult expand exports. 

the absence untoward political factors, the dollar problem 
the industrial countries appears close solution. The principal 
problem confronting the free world today the widening gap between 
the level production the advanced nations and that the under- 
developed countries, whose persistent exchange stringency compels 
them maintain trade and exchange restrictions. 
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ARE UNIONS COMING AGE? James Healy* 


The Harvard Business School Bulletin, Vol. 35, No. June 1959, pp. 
19-24. 


The task preparing, both materially and psychologically, for 
the struggle which find ourselves not the responsibility 
management alone, nor yet any single group our society. 
national responsibility considerable magnitude. the unions 
are share this obligation and make effective contribution 
the free world’s gigantic effort turn back the Communist challenge 
and move ahead toward ever-expanding future, three requirements 
must met. 

the first place, management must come accept the fact that 
the American labor movement effective symbol and indis- 
pensable partner our society. The labor movement not transi- 
tory aberration, mistake, fleeting phenomenon; integral, 
desirable even inevitable part democratic community. 
every bit dedicated the goals the free world Ameri- 
can management. 

But how can accept unions legitimate part the Ameri- 
can landscape the face the McClellan Committee’s revelations 
about men like Hoffa. not Hoffa himself and his evil doings 
that are really important here; how view him and his ilk 
and what about that counts the long run. openly 
secretly hope that American unions will pass from the scene, 
believe they are essentially alien our national tradition, then 
naturally set Hoffa the true symbol unionism. short, 
urging that business managers view the Hoffa incident and 
others like blemish the essentially sound body American 
unionism. 

second precondition for the maximum labor contribution 
the national effort new philosophy for the trade union movement 


*Associate Professor Industrial Relations, Harvard University Graduate 
School Business Administration. 
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itself. effect, the American trade union movement has philoso- 
phy. and large, highly pragmatic and primarily opportunistic. 

The pursuit business unionism the almost complete ex- 
clusion social unionism breeding form institutional well 
individual selfishness disturbing degree. The failure develop 
common body beliefs that goes beyond concern with the economic 
man has cut the trade union movement into scramble inde- 
pendent factions responsible one but themselves. 

third prerequisite for effective and active sense social 
responsibility that organized labor, shoulder its responsi- 
bilities the missile era, must far more imaginative than has 

The time has come when the American labor movement must join 
the drive for greater productivity and greater efficiency large 
scale. The leaders our unions can longer delude themselves into 
believing that they are fulfilling their obligation their members 
when they use their great power solely win additional benefits 
each successive negotiation. 


American managers, confronted with the burdens which they 
know they have absorb large measure, must still out 
their way plan for the time when they can share those re- 
sponsibilities with organized labor. For management now 
most curious dilemma. the one hand, businessmen repeatedly ask: 
“Why won’t unions show more responsibility?” the other hand 
when searching questions are raised about the operation com- 
pany, the answer too often comes back: “That none your 
business. You are encroaching management prerogatives.” Yet 
responsibility and authority hand hand; you cannot have one 
without the other. 


Most union leaders would disagree with prognostication 
that are likely achieve form co-management through the 
bargaining table within the next decade fifteen years. Most 
union leaders would disagree because essentially they don’t want the 
responsibility co-management. just don’t see why businessmen 
should continue accept this indefensible situation. Why should 
not force partnership upon them? 


The impact what saying bears the current headline- 
making issue inflation, and the peppery controversy over the ex- 
tent which unions are blame. view, they clearly must 
accept substantial portion the responsibility for the slippage 
the dollar. There are those who continue argue that union wage 
boosts have not been inflationary the operation administered 
prices. However, Sumner Slichter concludes that the trade unions 
are undoubtedly important contributor inflation. 


These, then, are the three pillars which must have are 
realize the potential inherent responsible unionism. 
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BUSINESSMEN FOREIGN POLICY David Mclellan and 
Charles Woodhouse* 


The Southwestern Social Science Quarterly, Vol. 39, No. March 
1959, pp. 283-290. 


The participation businessmen the higher echelons 
the United States government has been receiving much notice 
recent years. therefore becomes pertinent ask whether the avowed 
intention the Eisenhower administration utilize the talents 
businessmen has enhanced their power the “higher 
government; and, so, what difference this has made the conduct 
public affairs. 

During the years 1938, 1948 and 1956 (as representative the 
last three Presidential administrations mid-career) the number 
posts the highest echelons the Executive branch the federal 
government has increased from twenty-four 1938 fifty-six 
1948 and seventy-five 1956. This change has been accompanied 
notable shift the occupational backgrounds represented. 

all odds the most significant trend the profile foreign 
policy decision-makers the importance assumed business and 
financial figures. From comparatively modest size per cent) 
1938, business representation increased per cent 1948 and 
per cent 1956. When the representation from law for these 
years added that from business and finance, the preponderance 
representation from one sector American society becomes quite 
striking. contrast the growth business representation, that 
the professional civil servant, educator, and journalist has been dras- 
tically reduced. 

Whatever the talents the new group from business may 
one wonders they are appropriate the mastery international 
politics. Indirectly the employment many nonprofessionals 
those posts which the professionals are entitled virtue train- 
ing and experience seems likely hinder the recruitment and re- 
tention able young men and women. 

Whatever the objective consequences their presence, the 
emergence businessmen and financiers the highest echelons 
government and foreign policy reflects important change Ameri- 
can society. Since the beginning the New Deal the distinction 
between the political and economic spheres has 
arena for economic decisions the federal government has become 
least important Wall Street. The transfer power from 
Street Washington has been brought about the enormous growth, 
both domestic and international, American power. The great De- 
pression determined once and for all that America’s economic 
power would regulated the federal government Washington. 
The greatly augmented importance political decisions has repre- 


*Professors the Division Social Sciences, University California. 


sented loss power and control for the business community, and its 
spokesmen seem anxious recoup this power investing the center 
political authority with business personnel. 

Although the precise nature their influence the government 
has yet investigated, the presence businessmen the Eisen- 
hower administration has been marked tendency view govern- 
ment something manipulated according the interests 
and desiderata business. 

The dearth new ideas, the near tragedy the Nixon mission 
Latin America, and the lack political perspective the various 
problems the underdeveloped countries and the Cold War all 
seem reflect the overwhelming preponderance unimaginative 
and inexperienced people high places. The United States may 
once again the point where must decide whether the country 
going run with the values and interests only one group 
mind. Whatever the decision, two conclusions appear obvious, the 
influence government has assumed such importance recent 
American history that the business community cannot afford 
absent from its councils. But can the country afford let business 
run the whole show? Secondly, the displacement professional civil- 
service and foreign-service officers businessmen financiers 
brings perspective diplomacy and its handmaidens the budget 
and the military which merits the closest scrutiny. 


THE GROWING CHALLENGE FOREIGN COMPETITION 
Interview with Edmond Leavey* 
Dun’s Review and Modern Industry, Vol. 73, No. May 1959, pp. 
62-64, 86, 88, 89. 
General Leavey, the President recently said that the U.S. manu- 
facturers may pricing themselves out the world market. 
you agree? 
agree with the President’s statement far goes. But 
manufacturing costs are not the only factor this situation. It’s also 
due part foreign monetary considerations. Some countries just 
not have the dollar currency pay for our exports. 
what extent you believe U.S. business has obligation 
maintain full domestic employment, against the potential 
attractiveness manufacturing more cheaply overseas? 
company can maintain excessive payroll just promote 
full employment. What constitutes proper employment must 
governed business considerations. 
What you think are the most important capital investment 
opportunities for U.S. companies abroad? 
Foreign raw materials will provide very important opportunities. 
Where machinery and low cost labor are also available, very at- 
tractive opportunity for processing the materials also exists. 


*President, International Telephone and Telegraph Corporation. 
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you were president company considering setting 
overseas manufacturing operation for the first time, how would you 
approach the problem? 

the manufactured product were sold abroad, definitely 
would advocate manufacturing abroad. But were destined for 
import the United States, the problem would have examined 
with magnifying glass. The primary consideration would 
whether the proposed volume import might arouse demand for 
so-called “protective” tariffs. You would also have study local 
laws, local social benefits, taxes, availability labor, and many 
other possible pitfalls. 

What benefits you foresee for American manufacturers 
result the creation the European Common Market? 

expect that the lowering the tariff barriers and the agree- 
ments toward reciprocal trade will enable operate lower costs, 
handle our research, manufacturing, and assembly operations 
broader basis and take better advantage the broader sales market 
that should develop. 

When manufacturer conducts its research overseas, does 
gain any competitive advantages? 

depends whether the company already has research facilities 
overseas. Any company trying establish them just now would have 
tough time because the shortage scientists and technicians 
overseas well here. 


What kinds management personnel should U.S. manufac- 
turers provide when they set operations overseas? 

have found that our best results have been obtained 
manning our manufacturing operations each country exclusively 
with trained nationals, who know the laws and customs, and have the 
contacts. 


American industry losing business overseas because inade- 
quate credit policies? 

Yes. There are three ways foreign governments assist some 
their own manufacturers selling abroad: the remission certain 
taxes, guarantees credit which would enable the exporting 
company extend credits, and through trade agreements. think 
that freer governmental assistance would substantial help 
American business the export field. 


Are there any general misconceptions the part US. 
businessmen that you believe need dispelled? 

There are two things which one frequently forgets. One that 
European countries are technically capable doing the same things 
do, and just well. Secondly, now that these countries are re- 
covering from the destruction the war they are position 
manufacture well and efficiently, and the superiority “American 
know-how” can longer taken for granted. The fact it’s going 
take lot work maintain our competitive position. 


Return Investment 


many you know, the center spread The Executive has from time 
time been devoted round-up current literature specific topic 
Politics and Business, The Business Man Portrayed American Fiction, 
Administration Research, Organizational Behavior, Corporation Giving. 

This feature has proved highly popular and has sparked many 
readers into writing and suggesting that the same thing some other 


field. For example, several readers have asked for advice reading the 
field capital investment, return investment. 

Mindful that Professor Anthony had been conducting, during this past 
academic year, research seminar return investment; mindful that 
had recently surveyed the literature this area, turned him for advice. 
This what said: 


Dear Don: 


Here copy the Basic Bibliography for 
Return Investment which you asked prepare for 
The Executive. 

From the many hundred references Return 
Investment that have studied, have picked out 
few that should interest your readers. there 
selection introductory material. The beginner 
should read any one two these not more, for 
they tell essentially the same story. This followed 
list books and articles that collectively cover 
the main problems that arise return-on-investment 
analysis; the topic covered not suggested the 


title, have added phrase the refer- 
ence. 


general, the references are from two quite 
categories sources: businessmen and 
economists. The former are not always aware the 
latest developments technique, and the latter 
often make unrealistic assumptions, but the person who 
wants seriously study the subject should see both 
points view, think. 

collection papers from the Research Seminar 
Return Investment will published this summer. 
can ordered from The Director Case Distribution, 
Harvard Business School (price will about $5.00). 


Sincerely yours, 
Robert Anthony 
Professor Business Administration 


BASIC BIBLIOGRAPHY FOR RETURN INVESTMENT 
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HOW SAFE ARE YOUR FOREIGN INVESTMENTS? Herbert Bratier 
Dun’s Review and Modern Industry, Vol. 73, No. June 1959, pp. 


Although the risks are real, the successes direct investment 
overseas outnumber the disasters, and the profit payoff usually 
higher than the Today per cent all corporate 
profits after taxes are produced foreign operations. 1957, earn- 
ings from overseas investments totaled $3.3 billion, with about 
billion being retained abroad. This represented about per cent 
return estimated $25.3 billion investment. 


Though the whole, investing abroad good business, the 
foreign investor must assume certain special risks. Property may 
taken over national provincial governmenis; investments 
may nationalized; the government may even invest- 
ments and hold the local manager for ransom; tax increases may 
reduce the income and value investment. Graft encountered 
daily business dealings some areas. Another barrier the so- 
called “doctrine saturation under which the local 
government may declare particular field “saturated” when 
its judgment the industry seems danger becoming overex- 
panded. Exchange troubles and finding adequate capital launch 
branch plants are also major problems. 


Licensing arrangements when manufactured product can 
made from precise specifications relieves the parent company 
the whole responsibility for raising providing the large amounts 
capital which the organization new foreign subsidiaries would 

require. The investing company may also protect itself limited 
extent against some the risks mentioned above through Inter- 
national Cooperation Administration guarantees. But many the 

hazards are uninsurable. prudent investor will careful not 
put too many eggs one basket. 

you are considering your first overseas investment venture, 

here are some suggestions well worth checking: 

Make sure you have picked the right country. 
Check the Department Commerce. Consult the “country 
desk” the State Department, and also check the investment 

guarantees the International Cooperation Administration can offer. 

Examine the relative merits establishing your own factory, 
licensing, joining forces with existing company. 

you may benefit forming Western Hemisphere Trade Corporation. 
Find out your products have already been patented abroad. 

Watch out for the antitrust aspects. 

Consider all the personnel problems. 
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Visit the country and talk the people the embassy, 
the local American chambers commerce, and individual business- 
men. 

Make sure you know what capital need. Look into the 
possibilities for getting financial help from the Government 
agencies. Talk with the foreign department your bank. Get ade- 
quate credit reports any foreign companies with which you are 
contemplating business dealings. 


LINE VS. STAFF STILL RAGES BUT MANAGEMENT CAN APPLY 
REMEDIES Eileen Goodman* 


Canadian Business, Vol. 32, No. May 1959, pp. 42-44, 46. 


From the friction and overlapping authority between line and 
staff positions, problems arise which hinder company’s progress and 
some organizations seriously affect the profit picture. 

Line organization the basic company framework. The line 
consists those departments which are responsible for accomplishing 
the primary objects the company. The staff consists those de- 
partments and positions which exist provide advice and service 
the line. the staff and line are work together, evident that 
each must understand and sympathize with what the other trying 
do. 

Staff complaints concerning the line run follows: excessive 
demands for information with insufficient time accumulate the 
data; failure make requests clear; requesting the same information 
from different staff groups. Another common theme the staff 
manager’s complaints lack authority: paid experts. 
But haven’t the authority make stick.” 

But complaints are not all one-sided. Many line managers feel 
that basic cause friction the failure the staff “recognize its 
place”: staff people want authority, but they are not responsible for 
results the way the line Another common complaint centers the 
tendency staff people operate the narrow range their own 
specialty rather than the interests the business whole. 

The best solution the problems poor staff and line relation- 
ships better understanding the basic role each. Since the 
staff exists help line organization, follows that the staff should 
know what the company trying accomplish terms sales and 
costs. Also line managers should encouraged and educated use 
the staff effectively. some companies, this accomplished through 
meetings which staff people describe their specialties line man- 
agers. others, position descriptions staff jobs are prepared and 
distributed. Essential this approach the need for the staff man 
brief himself thoroughly the line man’s operation. 

The staff manager must able satisfy his need for personal 


Editor, Canadian Business. 
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recognition from satisfaction with job well done and perhaps com- 
mendation from his own superior. many situations the staff man 
not identified with the success the program, nor should expect 
be. 

Robert Sampson his book The Staff Role Management 
gives these clues the characteristics good staff men: (1) don’t 
overly impressed with technical ability, (2) look out for the man 
who too authoritarian, and (3) watch out for the man who 
“thing-minded” that people not count for him. 

While the modern advance technology has the one hand 
increased the need for specialists, the other hand this offset 
number factors that have tended reduce the staff: electronic 
equipment and outside consultants, for example. 


The Analysts Journal, Vol. 15, No. May 1959, pp. 9-13. 


American management now has threefold international mission. 
First, retain the basic mission and responsibility any managers 
run successful businesses; make money. Second, have the 
responsibility and obligation develop the natural resources less- 
developed free countries. And third, have the mission strengthen- 
ing the economies the Free World countries. 

Our government vitally depends upon the contributions Ameri- 
can management for the realization its peaceful policies. Without 
the understanding management, without the exports individual 
capital which management risks, without the economic trail-blazing 
that management carries on, believe our Federal government would 
seriously handicapped attempting stabilize and hold together 
the Free World bloc nations. 

One President Eisenhower’s proposals stemming 
conviction that the flow capital abroad “must stimulated” has 
been for legislation that would provide for 14-point tax allowance. 
This means reducing U.S. taxes corporation income from foreign 
sources 38%, where domestic income the rate 52%. 

that proposal would add these others: 

All U.S. companies operating abroad, whether directly 
through foreign-based subsidiaries, should permitted defer pay- 
ment U.S. taxes foreign income until the earnings enter this 
country. things now stand, U.S. company operating directly 
foreign country must pay taxes its income currently, while income 
earned through foreign subsidiary not taxable the United States 
until the subsidiary pays dividend its parent. This gives the foreign 
subsidiary decided advantage, that may choose re-invest all 
part its earnings tax free, rather than paying dividend, while 
the U.S. company must pay taxes home whether not re-invests. 


*President, Standard Oil Company California. 


The United States should allow credit for taxes waived 
foreign country, where the purpose the waiver stimulate 
business the foreign country. Under our present tax structure, 
the waiver effect absorbed the U.S. and the incentive 
eliminated. 

Another area where remedial legislation needed the 
section the Internal Revenue Code (367) governing reorganization 
foreign corporations. These corporations are presently severely 
limited the moves they can make reorganize consolidate 
foreign holdings, because the heavy taxes liquidations trans- 
fers ownership that apply. contrast, wholly domestic companies 
are free make such moves without incurring tax liability. 

Foreign countries must likewise contribute the encouragement 
U.S. investment abroad. The waiver taxes one way this; 
general they should adjust their tax rates compensate for the 
risks that may run the foreign investor. essential that they 
provide means for the repatriation capital and profits without undue 
penalties the form currency restrictions; and they should provide 
safeguards assuring that control the management will remain the 
hands the investors. 

The adoption the European Common Market was rational 
and farsighted act economic and political statesmanship. also 
possible that Free Trade Area will worked out among the nations 
surrounding the Common Market Countries, that shall ultimately 
see 17-nation bloc concerting their trading arrangements. 

were told the International Industrial Development Con- 
ference San Francisco that such area set up, will become 
possible for American business establish plant anywhere the 
countries and enjoy free trade over the whole market area, including 
parts Africa. 

All this poses something challenge American business. 
Liberalization trade restrictions must inevitably mutual thing. 

Two basic facts economic life dictate such course. First, the 
United States, really for the first time almost half century since 
the start World War about experience competition and 
rivalry from single market area comparable size ours, and with 
potential approaching ours. Second, have been under the delusion 
national self-sufficiency. The dead-weight tradition difficult 
throw off, but the fact that raw materials have largely 
changed from “have” “have not” nation. 


one, certainly, would propose that totally lower all tariff 
barriers. very real need continues protect within reason certain 
our essential industries against the possibility that might cut 
off from foreign sources the same product. How compromise 
this dilemma troublesome question, But compromise must, 
for decision tending toward either extreme the question can only 
destructive our nation’s best interests. 


MANAGEMENT MUST MANAGE THE INFORMAL GROUPS TOO 
John Doutt* 


Advanced Management, Vol. 24, No. May 1959, pp. 26-28. 


common knowledge that formalized organization charts 
seldom describe what actually going factory. Workers often 
find ways expediting their work assignment work out personal 
relationships among themselves which are never recorded any 
formalized way. Yet the existence these structures will, occasion, 
determine the measure success that given program innovation 
will achieve. 

attempt deal with such informal organization, manage- 
ment now seeks devices that will provide atmosphere with minimized 
communication barriers. The beginning must lie with realization 
that the objectives management are not, and never will be, com- 
plete harmony. But careful soul-searching the part management 
will often ferret out statements, attitudes, and activities the past 
that might have been misunderstood, which will require some back- 
tracking the spirit righting wrong. other cases, overt act 
the part management indicating clear desire forthright 
will bear fruits. either instance, the solution begins with careful 
analysis the historical aspects the situation and ends with 
accepted act that will establish spirit communication. 

The second these uncharted activities, informal group relation- 
ships, has been the object much study. Perhaps less obvious founda- 
tions the informal group are the services they provide for members: 
(1) feeling integrity and dignity and sense belonging: (2) 
authority reject accept new idea comparison the power 
the informal group, the scowl disapproval the foreman means 
virtually nothing; (3) vehicle communication; (4) meaning 
for the day 500 more frames rather mundane, but the jokes, 
games, and discussions the informal group add whole new 
dimension the day; (5) the enforcement codes conduct. 

These group behavior patterns have implications for management 
which cannot ignored, and which cannot solved removing 
the leader the group. The task management create per- 
missive atmosphere which informal groups may jell and come 
fruition. Primarily, this means the establishment stable conditions 
the leveling production, the assignment specific crews the 
same task day after day, the systematic description job tasks. 

The implication management the communication and gossip 
aspects the informal group should quite clear: the group does 
accept reject ideas, the group does enforce patterns behavior, 
the group does decide what not acceptable work 
assignment work quota, then the group and its sanctions become one 
the focal points the management approach. 


*Assistant Professor Industrial Management, University Colorado. 
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MERGER: WATCH THE PITFALLS Lauren Hitchcock* 


Chemical and Engineering News, Vol. 37, No. 18, May 1959, pp. 
66-70, 94. 


Few are the today who are not looking intensively 
for merger situations ones which they may acquire acquired. 
Though industry leaders urge that diversification should one ele- 
ment balanced program corporate development, there are 
many reasons for diversifying acquisition: buy time (five ten 
years commonly needed for commercially important developments 
from within), reduce risk entering new markets acquiring 
going business, provide experienced manufacturing and market- 
ing organization for new products, commercialize pioneering de- 
velopments the acquiring company for which the latter lacks 
necessary resources, obtain established patent position new 
field, obtain skilled research and development personnel, com- 
bine complementary know-how developing and commercializing 
new products, and finally offer complete product line filling 
existing gaps. 

Solving complex problems after merger one the biggest 
challenges for management skills. Most executives consider the solu- 
tion human problems first and foremost. Morale, basic success, 
can quickly damaged rumors about reorganization plans, axe- 
swinging, changes incentive and pension plans and relocations. 
Other major stumbling blocks apt encountered include market- 
ing practices, financing pet projects the acquired company, install- 
ing uniform accounting practices, standardizing manufacturing and 
engineering, and means least, developing mutually equitable and 
consistent wage and salary scales, plus fringe benefits and pension plans. 

The basic problem retain much possible the identi- 
ties the merging organizations and yet bring about productive 
marriage. Some suggestions are: (1) Meet with B’s personnel soon 
possible and explain detail what the merger means them. 
(2) Convince each man wholly part the new organization, 
has equal opportunity for promotion. (3) Remember that people 
look merger results personally, and try see through their eyes. 
(4) “Let things age”; new broom tends sweep clean, and you 
may sweep cleaner than you intend. (5) Gear divisional budgets 
customer and product needs. (6) Supply money and patience. (7) 
Interchange technological know-how where looks promising. 

Diversification and acquisition have become magic words mod- 
ern management. Both have contributed unmistakably the growth 
many corporations, but does not follow that they are the high 
roads success for all. Development new products from within 
acquisition should undertaken because they are logical part 
achieving long-range objectives, not short-term expedients. 


*Senior partner, Lauren Hitchcock Associates. 


MEETINGS HEAVEN Roy Pearson* 


Think, Vol. 25, No. June 1959, pp. 11-13. 


The trigger which set off explosion all started with the notice 
could have conference how hold conferences, why not confer- 
ence how hold conferences how hold conferences; and 
you got away with that, there limit the avenues that beckoned 
your gregarious inventiveness. 

not easy describe precisely what happening the 
executive level today. From one point view are killing the 
minds our best executives the multitude meetings which 
crush into their schedules. From another, the executives them- 
selves are responsible for the meetings that destroy them. But the 
ultimate event the same. 

For one thing, have made fetish togetherness, elevated 
group dynamics the status holy cult, and insisting that 
every forward step taken team, guaranteed that some the 
most important forward steps will never taken all. 

Groups are seldom authentically creative. Groups not think: 
they merely accumulate thoughts; and since one the main 
functions the group secure agreement, almost inevitable 
that the group will destructive the nonconformity out which 
most new advances have emerged. 

second conclusion which have been forced that are 
behaving like scared rabbits. Some insecurity quite clearly related 
directly our associates. want keep climbing, but they. 
Liking them men, distrust them competitors, and meeting 
seems small price pay for keeping tabs them. 

But much more the insecurity rooted distrust ourselves. 
are not sure exactly who are, why are here, where 
are going. Our own identity still something mystery us. 
have capacities but have never quite defined them. And 
secretly place less faith our own originality than that our 
competitors the company. 

third conclusion that are selling our souls for messes 
pottage. The claim often made that conformity the feverish 
madness the many-meetinged culture the only way get 
ahead, but justifiable query whether the prize worth the 
price and, even more essential, whether the contemplated process 
really getting The modern executive not the first man 
gain world losing his soul; and run that never 
rest, talk that never think, exist that never 
live the result can hardly asset ourselves or, for that 
matter, the businesses serve. 


*Dean Andover Newton Theological School. 
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THE MEANING EXECUTIVE QUALITIES Perrin Stryker* 


This series seven articles from Fortune, beginning June 1958 
and concluding May 1959, will form part much larger book 
the same subject which Mr. Stryker writing for publication early 
1960 Harper Brothers. 

The Executive below presents abstracts the first, second and 
seventh this series, and all part the description Fortune’s 
Wheel, for the third, fourth, fifth and sixth. 


the Meaning Executive 


Vol. 57, No. June 1958, pp. 116-119, 186, 189. 


Every corporation executive familiar with personnel forms 
which asked rate other men such qualities judgment, 
initiative, dependability, integrity, and stability. The personal charac- 
teristics that the executive asked appraise are considered “execu- 
tive qualities” the opinion someone else, the boss the 
personnel director who devised the company appraisal form. render- 
ing judgment according these qualities the executive renders 
judgment the management performance and potential those 
rates. Underlying this common practice, course, the assumption 
that the terms familiarly used have the same meanings for all 
executives. 

This assumption, unfortunately for those who depend the 
appraisal personal qualities hiring and promoting, happens 
groundless: these terms have generally accepted meanings. 


short, area major importance management i.e., the 
nature the able executive failure communication more 


often the rule than not. 

This was made clear survey executive opinions that Fortune 
recently completed. Through questionnaires and interviews some 150 
high-ranking executives gave their ideas and opinions terms com- 
monly used describing executive traits. 

common definitions personality traits exist, and usage 
“people” does not give them “definite meaning” for managers. The 
fact that real managerial competence could not defined terms 
standard list specific qualities and aptitudes and skills, even 
the terms used meant the same thing all executives. Executive 
and companies and industries are varied and changeful that 
two executives are successful under exactly the same circumstances 
virtue precisely the same traits abilities. 

Yet all the arguments against using personality traits measures 
executive ability cannot dispose the fact that such traits 
that managers continue judge other managers. 


*Member the Board Editors, Fortune. 


Vol. 58, No. July 1958, pp. 116, 117, 166, 168. 


For those who would manage others, quality has been more 
firmly prescribed than self-control. 
For some executives, emotional stability identified simply with 
the ability maintain simple the face difficulties. Even 
calm fagade simple construction the psychologists’ way 
thinking. any case, the characteristic skillful control and 
occasional exhibition emotions remains among the most important 
all managerial traits. 
many the executives, emotional stability more often 
matter reacting evenly stress and frustration than rigidly 
suppressing the feelings; and also more often identified with 
objective judgment than with subjective self-confidence. 
the definitions given Fortune, the idea balance was more 

frequently mentioned than any other concept. Many the executives 
recognized that balanced reaction involved the ability recover 
from frustrations and setbacks. Another popular concept about emo- 
tional stability was that implied the dominance thought and 
discrimination over opinion and personal prejudices. 


Few the executives considered this matter “adjust- 

ment” alone. emotionally stable manager readily “copes with the 

unexpected.” Coping with the situation implies marked capacity 

change and resist things, when necessary, rather than adjusting 
to, accepting, unfavorable situation. 

Vol. 58, No. September 1958, pp. 147-149, 154, 158, 160. 

President Outerbridge was moving the chairmanship 

the corporation. Maddox, V.P. for manufacturing, was set succeed 

him the presidency. But who, among the junior executives, had the 


necessary initiative, ambition, and drive take over Maddox’s job? 
Maddox thought the post should his assistant, Delucci, 
who had long handled the administrative details Maddox’s office 
with quiet diplomacy and skill. But President Outerbridge thought 
that Delucci lacked ambition and drive. “This job,” said, “calls 
for real Outerbridge favored young fireball named 
Royt, charge scheduling. Royt had made mistakes and enemies 
but Outerbridge liked his nerve and enterprise. 

get outsider’s viewpoint, Outerbridge called manage- 


awe 


ment consultant, who came with some unexpected revelations 
about the executive the men involved. 
account this fictional problem casts considerable light 
the conflicting ideas and attitudes managers hold about the cardinal 
executive qualities ambition, drive and initiative. Third series 
executives’ qualities, the narrative told the form imaginary 
diary kept the management consultant. 
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Damn Poor Judgement” 
Vol. 58, No. November 1958, pp. 134, 135, 162, 164, 166, 171, 172, 
176. 


this fictional correspondence among the executives 
imaginary corporation, the subject cost cutting, but the real issue 
test judgment and foresight. President Corey wants select 
executive vice president, and sends memorandum two vice 
presidents and the treasurer Tharmite Inc., asking for their recom- 
mendations for cutting costs. The three men respond quite different 
ways. 

President Corey found the test very useful: was able make 
his decision about the three men. Even more important, however, 
was what Corey found out about himself. Perhaps most important 
was what the chairman the board found out about Corey. 


With People” 
Vol. 58, December 1958, pp. 104, 105, 129, 131, 134, 136. 


President Clyde Regan American Toggle Corp. needed new 
division production manager. “Above all,” told the executive re- 
cruiter called in, “the man must really good with people. 
must rely persuasion, not coercion, get workers work 
efficiently.” 

The recruiter found candidate Harry Knowles, excellent 
production man. But investigation Knowles’ career revealed some 
disturbing facts. particular, appeared resent authority. Could 
work successfully under Caulfield? The recruiter 
thought could, and the course explaining why thought so, 
offers some tips spotting executive who adept “human 
relations.” 

This article the fifth series executive qualities. 
previous installment, presented the form imaginary diary 
compiled fictional management consultant, but reflects attitudes 
and opinions held good many real-life businessmen. 


The Executive Who Wa: 
Vol. 59, No. February 1959, pp. 124, 125, 142, 145, 146, 148. 


Charles Bartell, retired chairman General Provision Corp., 
had legendary reputation for being paragon fairness. When 
read his biography written Frank Pease, author with reputa- 
tion for authoritativeness business subjects, felt that Pease had 
undercut this reputation. 

Biographer Pease undertook explain his view the disputed 
passages, beginning with discussion the meaning “fairness.” 
After eighteen months’ research Pease found that Bartell was his 
fairest occasions when appeared most unfair. That matter 
executive salaries, for example. preventing the directors from 
raising his own salary, Bartell kept unfair ceiling the salaries 
his vice presidents. was being fair when allowed his own salary 
raised order lift the ceiling. 


Rarest Man Business” 
Vol. 59, No. May 1959, pp. 119, 120, 210, 212. 


Almost any time turns around, executive apt have 
someone challenge him demonstrate leadership his business 
his industry. And himself likely talk about leadership 
something every good manager ought demonstrate every day. But 
leader actually rare bird, and simple matter recognize 
one. The great industrial leader the rarest phenomenon all. Only 
with the aid historical perspective possible recognize the 
stature great leader industry. Perhaps his clearest identification 
marks are these: (1) has innate propensity for change and 


innovation; (2) manages change men’s beliefs, attitudes, and 
behaviors with benefit many people. 

Leadership not the sum any number qualities. man 
may paragon executive competence without being great 
leader. true leader will always have cause, perhaps towering 

vision. This sense mission will often give him the look radical, 
nonconformist. But the leader not primarily rebel. for some- 
thing, and aims ahead others his time. 
What great industrial leader does, has the power excite. This 
propensity for change and innovation can open fresh perspectives 
the aims industrial endeavor; his boldness embracing the new 
exposes the routine and the conventional, and makes others impatient 
with them. will break loose from comfortable job order 
gain more opportunity effect change, free himself from the subtle 
obstacles security and familiar approval. suspects continuity and 
repetitive success. And ready risk not merely his company’s 
temporary position but his own business reputation for long-term gain. 
Who are the great leaders today? The Hawthorne experiment 
established the fact that psychological satisfaction and security 
job were more important the productivity workers than good 
pay good working conditions. Ever since, techniques for improving 
“human relations” industry have multiplied copiously. The execu- 
tive not expected exercise his authority from pinnacle but 
win cooperation working level down with the his job 
now consists more placating, humoring, and helping employees, 
making sure that they find satisfaction their jobs. The great 
industrial leader who emerges from this system will unquestionably 
rare specimen. 
Comment Allan Rood, Placement Consultant and member the Faculty 
Business Administration. 
This series seven Fortune articles published during the past 
year concerned with the theme the first, “On the Meaning 
Executive Qualities.” Anyone vitally interested the problems 


executive selection, executive growth and development and manage- 


ment appraisal will not surprised that this whole subject has become 
“an abiding preoccupation among management consultants, psycholo- 
gists and executives” throughout Business and Industry. 

Fortified with the findings Fortune survey executive 
opinions (and other relevant information Fortune’s files), Perrin 
Stryker has performed admirably, seems me, his appointed task 
examining briefly the major viewpoints that are held concerning the 
executive personality; and exploring systematically, through one 
article after another, what certain executive qualities really mean 
management men such as, “emotional stability,” “initiative,” “judg- 
ment,” “fairness” and “that complex traits involved getting along 
with people.” The fifth article the series, for example, which 
captioned “Good with People,’ describes the varying and frequently 
conflicting interpretations which practice are put upon the quality 
being good with people. The major viewpoints mentioned previously 
would appear held (1) those who tend judge executives for 
advancement according “the essential” traits; and (2) the behavioral 
scientists who deny the validity judgments based such criteria; 
and (3) others including certain management training directors who 
are strongly opposed “the practice trait appraisal altogether.” 
hardly wondered that the prevailing preoccupation with 
these matters has become one the hottest things the lexicon 
modern management. Not long ago talked with major executive 
who asserted that per cent his time these days was being devoted 
recruiting and developing men with “executive potential.” 

publishing these articles Mr. Stryker, Fortune has rendered 
another distinct service reminding its readers just where all 
stand right now respect something that referred increasingly 
“the science executive selection” just who its protagonists are and 
they are doing about it. 

Referring Fortune’s position that understanding the 
meaning executive qualities “can very fruitful,’ Mr. Stryker calls 
attention “the fact that executives their work continue 
think and judge terms personality traits,’ notwithstanding 
their technical inadequacy definitive criteria. 

goes say that “it the basic importance personality 
traits that continues stimulate serious search for the qualities that 
identify the good executive.” cites Dr. Edwin Henry, Jersey 
Standard’s adviser employee-relations research, who “recently re- 
ported that evidence from his studies managerial success had pro- 
duced through statistical methods ‘six dimensions, six factors, six 
kinds that distinguished the ‘hot rods’ from ‘the least 
good Except for the factor “job knowledge and skill,” 
out that “all these salient characteristics the good execu- 
tive are personality traits rather than aspects intelligence.” 

Elsewhere Mr. Stryker observes that “managerial competence 
could not defined terms standard list specific qualities and 
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aptitudes and skills, even the terms used meant the same things 
all executives.” For example, there were 147 different concepts the 
trait designated “dependability. However, “complex and indi- 
vidually varied interpretations personality traits will continue not 
only affect executive judgment but develop it. And the implica- 
tions for the future management are the first order importance. 
For executives become more versed grasping the intangibles 
their own and other personalities they should gain increasing perspec- 
tive and control over the conflict between the individual and 
the 

Until reliable substitute for trained and experienced executive 
judgment invented, certainly broader understanding the so-called 
executive qualities and surer instinct for using them wisely evaluat- 
ing executive talent will the first order importance the future 
management. 

The concluding article, however, the May 1959 issue For- 
tune, takes strangely unexpected turn, wrapping the series 
under the title “The Rarest Man Business.” This turns out 
essay the nature business leadership illustrated the rarest 
man business, the business leader. Its main premise seems derive 
from the conclusion that splendid executive not necessarily 
leader and great industrial leader may terrible 
case for this conclusion made firmly tracing the careers few 
the great acknowledged industrial leaders the past well some 
more recent; and, indeed, few who have made their mark the 
present generation. This all very interesting and good, but perhaps 
there are those who would prefer remember this excellent series 
articles the meaning executive qualities, rather useful 
progress report the present state the art selecting, training, 
developing, and rewarding with greater responsibility the rising genera- 
men who their competence, performance and intrinsic 
judgment, both individually and groups must depended upon 
for sound and dynamic economy. 


SEARS, ROEBUCK’S MEXICAN REVOLUTION Daniel James* 


Magazine, Vol. 218, No. 1309, June 1959, pp. 65-70. 


The Consumers Revolution taking place Latin America. 
was sparked Sears, Roebuck, and Company whose success due 
precisely its irresistible consumer appeal. The social by-products 
this American enterprise are much more significant than anything 
accomplished any big-name official mission have sent recent 

Mexican department stores had been living the past and had 
had idea modern merchandising. The biggest ones had been 
founded Frenchmen back the pre-1910 hacienda epoch. 


reporter for Spadea Syndicate. 
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Mexican entering French-style department store would treated 
with near disdain, unless belonged one the best families. Goods 
and prices were hidden. Quality was not guaranteed, and variety was 
limited. Sales personnel were inefficient and unschooled. 

For two months before its opening 1947 Sears staged the biggest 
and most effective publicity campaign ever seen Mexico. Multitudes 
flocked there opening day. Merchandise was laid out attractively 
orderly stacks open counters. Every item sold was accurately and 
fully described and, above all, its quality was The Gallicized 
establishments, fearing loss business, were forced adopt the new- 
comer’s practices. 

Who the average shopper Mexico today? Sears has reached 
the middle classes and now reaching the working classes well. 
Moreover, Sears playing vital role the formation the Mexican 
middle class. “It not just money that makes middle class, but rather 
goods, especially durables. “Durables” like household furnishings 
and appliances have become available mass quantities, for the 
first time. 

But the Consumers Revolution not foreign import. Though 
American company was the catalytic agent, the products are home- 
made. Sears decided that was going volume business 
would pay buy everything could right the spot. But where 
were the plants which could turn out the countless thousands differ- 
ent items which Sears stocked? Sears had create its own suppliers. 
now does business with grand total 2,000 them, all whom 
has aided various ways. 

The influence Sears the Mexican economy least four- 
fold: (1) Mexico today has modern consumer-goods industry. (2) 
Mexico’s industrial production whole including capital goods 
has developed. (3) new corps workers has grown up, with new 
skills and money spend. (4) type leader new Latin 
America emerging: the department-store executive. 

Sears has taught well that now the ironic position 
the master whose disciple threatens surpass him. Thus, what 
far the most modern and best-appointed store Mexico has recently 
been opened, not Sears, but native. This all the good, 
for only native leaders can ultimately carry the benefits the Con- 
sumers Revolution all Latin America’s fast-growing population. 


STEP DRIVE LURE INDUSTRY 
Steel, Vol. 144, No. 22, June 1959, pp. 52-54. 


American postwar shuffle resulting large-scale industrial 
relocation has spurred individual states all-out campaign 
attract industry. Our spiraling economy, diversification, and the rapid 
swing into new products and processes have stimulated the mass 
search for new plant locations. 


State governments have not been blind the trend, for new 
industry brings more jobs and more money, with the increase both 
individual and corporate taxes spelling economic solvency and state 
growth. 

Baits dangled the states energetically casting for new 
industry include: 

Plant location aid. 

Engineering services. 

Financing assistance. 

Help with special problems. 

Special studies request. 

Regional population counts. 

Available manpower data. 

Programs select and train labor force. 
Initial tax benefits. 

Temporary working capital. 

Power, fuel and water availability data. 
Comparative transportation studies. 

Location existing plants for sale. 
Survey competition and consumers. 

Information concerning state benefits and suitable sites for 
industry can obtained through the special departments for in- 
dustrial promotion and assistance which most states have established, 
and also from railroads, utilities, local chambers commerce, real 
estate firms, and builders. 

you are trying decide between expanding your facilities 
building plant, don’t overlook third alternative buying plant 
company. Advantages this are: (1) company can move more 
quickly buying plant facilities. (2) The finance problem often 
overcome. (3) company can often buy organization with 
the purchase plant. 


TOP MANAGEMENT LOOKS ADVERTISING* King Wilkint 
Western Advertising, Vol. 73, No. 18, May 1959, pp. 112, 114. 


Advertising business specialty like engineering, plant 
management and research. And people top management are not 
specialists they are Top management should meld 
the work specialists into effective instrument first, defining 
objectives, and coordinating the efforts all departments this 
end. impossible isolate advertising and sales promotion from 
the other elements marketing and other forces the business 
process. Most advertising that not purposeful, not efficient, 


because the points reference were neglected, were completely 
out context. 


*Adapted from talk before the San Jose Advertising Club. 
Zellerbach Paper Company. 


The second responsibility management see that the ad- 
vertising and sales promotional departments the business have 
good climate which operate. have advertising departments, 
sales promotion departments, and advertising agencies because top 
management and marketing management need their specialized 
knowledge, technical skills, and their creative talents. How foolish, 
then, circumscribe their efforts deny them full confidence. Their 
talents must given full play. 

Top management can, and must sometimes, critical ad- 
vertising’s and sales promotion’s functioning. Top management ac- 
cepts not only the responsibility but the culpability for their actions. 
However, criticism must constructive and the overall attitude must 
liberal. Perhaps the most common criticism top management 
advertising people that top management undiscerning its 
appraisal advertising efforts. However, top management bound 
undiscerning advertising people not explain themselves, 
defend their beliefs, and finally, educate top management. Where 
get this two-way flow appraisal and criticism, will have 
understanding and the best climate for perfection advertising 
performance. 

does seem strange that there are few the advertising 
profession questioning the current stereotypes, the advertising 
profession rightfully considered the most imaginative 
ventive all business groups. But there seems be, paradoxically, 
strong compulsion the creative mind emulate what admires 
the point where great deal advertising not effective 
might be. 

Another criticism the proclivity for “gimmicks.” frequently 
forget that our customers consider themselves thinking men; that they 
believe they buy our products for utilitarian purposes, 
themselves weighing the merits competing products. The object 
advertising not amuse but convince. 
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